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Investing in Workforce Literacy Pays

The Australian Industry Group has been concerned for some time about the level of foundation
skills in the workforce. Our latest survey of employers indicates that 93 per cent of them
indicate that low levels of literacy and numeracy have an impact on their business. So it is
important for employers to engage with workplace literacy and numeracy programs to address
this problem.

We wanted to establish a business case for employers to invest in this type of training and so
the Building Employer Commitment to Workplace Literacy and Numeracy Programs project was
developed. The particular focus of this project was to establish the return on investment for
employers who participate in programs. To conduct this difficult endeavour we engaged the
Australian Council for Educational Research, an organisation that has expertise in this
methodology, to assist us in the research.

The results from the research are very impressive. For those companies that were able to
generate a return on investment calculation the results were all positive in the range of 102 to
163 per cent. These results were achieved across a number of different States and industries
such as manufacturing, utilities, construction and aged care.

These positive results strengthen the business case for employers to invest. In addition to other
reasons for implementing workplace reform in this area, it now also makes good economic
sense. We hope that all employers will heed these results and engage in foundation skills
training for their workforce.

A further dimension of this project was to assist employer understanding of the Australian Core
Skills Framework. This is a major means of identifying improvement and progress for individual
employers who undertake the training. It is also the key means of measurement for the National
Foundation Skills Strategy for Adults.

Ai Group finalised the employer guide to the ACSF, referred as to Unlocking Workforce
Potential, during the life of the project and it has been well received.

This report makes a significant contribution to the advancement of workplace literacy and

numeracy in Australia and | urge all employers to engage in this important policy area to enable
a strengthening of our workforce capacity.

Innes Willox

e

Chief Executive
Australian Industry Group



Investing in Workforce Literacy Pays

Background

The previous Australian Industry Group project in this area, the National Workplace Literacy Project,’
demonstrated the importance of and employer interest in Return on Investment considerations in
relation to the provision of Language, Literacy and Numeracy (LLN) programs in the workplace. In the
workplace trial element of the project the literacy practitioners discussed potential Return on Investment
considerations with the participating employers. The employers were encouraged to develop indicators
that would represent success for them in their workplaces. A range of indicators were forthcoming
which were all in some way related to the central notion of productivity.

Formal collection of data on investments and returns, requiring the development of discrete tools, was
not within the scope of the project. Indeed, earlier research has indicated that many firms do not carry
out systematic evaluations of their training and even fewer attempt to calculate the returns to their
investment.? The project emphasis was on the perceived outputs and improvements. Nevertheless, the
use of Return on Investment indicators provided a specific focus for both employers and trainers and
contributed to the determination of project outcomes. This enabled consideration of such key factors as
productivity, quality, compliance, safety and Human Resource measures. There was demonstrated
value in attempting to link Return on Investment considerations to LLN training. This approach was
effective for employers when determining the precise nature of workforce LLN issues that confronted
them and also useful for trainers when designing a program to address the issues.

The project invited employers and trainers to consider how the input of LLN training might be expected
to impact on a range of outputs for the enterprise and for the individuals. Employers and trainers were
asked to comment on the range of Return on Investment indicators before the training commenced and
on the observed outcomes as a result of the targeted LLN training. Outcomes were reported as both the

increase in |l abour productivity and a number of ad
response to the return on Investment indicators was positive and has highlighted the potential of
conducting further work in this area using a more formalised approach supported by discrete tools.
The report included the following specific recommendation in relation to this issue:
Incorporate Return on Investment measures into LLN workplace training
The use of Return on Investment indicators provided a key focus for employer involvement and trainer
planning and preparation in the project. Return on Investment measures could be incorporated into all
workplace LLN programs. As an initial step it is proposed that a set of measures be developed which
include but not are restricted to:
Productivity;
| Quality;
| Safety;
| Communication;
| Compliance;
| Further training; and
] Promotion.
It is necessary and timely to promote the connection between LLN and productivity. The research
indicates that little attention has been paid to th
Canadian research reports growing evidence of the link between workplace training in general and
! Australian Industry Group, National Workforce Literacy Project, Final Project Report, January 2012.
2 Research at a Glance, Returns on Investment in Training, NCVER, 2001.
Gr ay, Alison (2006) Upskilling through Foundation Skill s:

Department of Labour, Government of New Zealand.
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productivity Athere is remarkably Iittle evidence of
empl oy'ees. o

Introduction

Given this background the purpose of this project is for The Australian Industry Group (Ai Group) to
determine the extent of Return on Investment (ROI) outcomes for employers who invest in Language
Literacy and Numeracy (LLN) Programs in the workplace. An ROI instrument will be developed and
trialled through selected Workplace English Language and Literacy (WELL) projects. The ROI
instrument will demonstrate the effectiveness and benefits of LLN training to assist with future employer
uptake of and investment in LLN training. The Project was funded from National Foundation Skills
Outreach and Leadership Program which is an administered program.

Australian Industry Group will develop a ROI instrument which will be trialled in selected WELL
workplaces and determine the extent of ROI outcomes for employers who invest in LLN. It is anticipated
that the ROI instrument will measure the effectiveness and provide evidence of the benefits of LLN
training which will ultimately assist with employer uptake of and investment in LLN training. The project
builds on recommendations from the Ai Group National Workforce Literacy Project Final Report, which
demonstrated the importance of employer engagement in the provision of English language, literacy
and numeracy (LLN) training in the workplace.

In order to undertake this work the Ai Group sub-contracted the Australian Council for Education
Research (ACER) to undertake a number of the project tasks. These included the development of the
measurement instruments, participation in the consultation with employers participating in WELL
projects, analysis of the results and the production of a report to the Ai Group at the completion of its
deliberations. This specific project work was also underpinned by a comprehensive literature review.

In addition to this major focus on the development of ROI there was a further component of the project

devoted to the production of an employer guide to the Australian Core Skills Framework (ACSF).There

were outcomes in relation to the ACSF that flowed from the National Workforce Literacy Project.

Employers in the trial site were very interested in the ACSF and the information it conveyed about the

LLN skills of the employees. They were similarly interested in the potential of the ACSF as one of the

means to measure employee improvement. The final report of the National Workforce Literacy Project
recommended that an employerds guide to the ACSF b
awareness about workforce LLN. As a result of this the development of an employer guide was included

as a component of this project.

Project Aims

The specific aims of this project are to:

A develop a Return on Investment instrument to be used in selected WELL programs to contribute to
a business case for industry involvement in foundation skills programs.

A implement the Return on Investment instrument in selected WELL programs in consultation with
participating employers.

A utilise the Australian Core Skills Framework as a benchmark measurement of outcomes for project
participants.

* Merrifield, Juliet (2007), International Workforce Literacy Review, England 6 a r eport prepared for t
of Labour, Government of New Zealand.

i
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A develop an Employers Guide to the ACSF in consultation with employers.

>

evaluate and report upon the project outcomes with a particular focus on Return on Investment
measures within the context of the National Foundation Skills Strategy for Adults.

Link to National Foundation Skills Strategy for Adults

As indicated a project aim was to link the project work to the development of the National
Foundation Skills Strategy for Adults. The inaugural meeting of the Standing Council on
Tertiary Education, Skills and Employment (SCOTESE) endorsed the national strategy in
broad terms on 25 November 2011.° The strategy highlights the strengthening of foundation
skills in the workplace as a major component.® The strategy referenced Ai Group documented
employer concern in this area and added a reference to the Skills Australia publication which
noted that many employers do not see the connection between developing the foundation
skills of employees and enhancing productivity in the workplace."” The | ndustry
publication No More Excuses makes the same observation.® There is a general call to raise
the awareness of employers about the benefits of foundation skills training.

Ai Group supports the workplace stream within the national strategy. This project can integrate
with the strategy as it contributes to the establishment of the business case for employers to
be involved in foundation skills training through the national strategy. The demonstration of
anticipated Return on Investment outcomes has the potential to act as a major incentive for
industry to be involved.

Major Project Deliverables

The conduct of the project was organised into four main deliverables:
1. Develop a Return on Investment Instrument (ROI) to be used in selected WELL programs

The key deliverables in this area were to:

p)

initiate the project, including confirmation of the project methodology and the establishment of the
Project Reference Group;

select participating WELL projects in conjunction with the Foundations Skills Branch;

engage ACER to develop the ROI instrument, and provide copy to the Commonwealth for review
prior to implementation as part of the project;

obtain employer commitment;

provide LLN trainer briefing to inform trainers about the features of the ROI instrument;

develop a draft Australian Core Skills Framework (ACSF) employer guide (to be undertaken by
Louise Wignall Consulting and Technic) and provide draft copy to the Commonwealth for review
prior to implementation as part of the project.

> >

> > I

2. Implement the ROl instrument in selected WELL programs in consultation with
participating employers and utilise the ACSF as a benchmark of outcomes for participants

®> Communique for the Inaugural Standing Council on Tertiary Education, Skills and Employment Meeting.
® National Foundation Skills Strategy For Adults, Standing Council on tertiary Education, Skills and Employment,
September 2012.
’ Skills Australia, Australian Workforce Futures: A National Workforce Development Strategy, 2010.
8 Industry Skills Councils, No More Excuses, 2011.
i
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The key deliverables in this area were to:

A liaise with employers and others associated with the WELL projects about the implementation of
RO,

A access and analyse the pre and post-participant assessments against the ACSF provided by the

_ WELL Program Manager,

A monitor progress in data collection.

3. Develop an Employers Guide to the ACSF in consultation with employers

The key deliverables in this area were to:

é\ develop an employer consultation schedule with employers;

A refine the ACSF Employer guide following consultations, with draft copy provided to the

_ Commonwealth for review prior to implementation as part of the project;

A road test the ACSF Employer guide with employers.

4, Evaluate and report on the project outcomes with particular focus on ROl measures

The key deliverables in this area were to:

A receive reports from LLN practitioners incorporating ACSF analysis and outcomes;

A receive reports from participating enterprises to assess employer outcomes and incorporate
_analysis of ROl measures;

A produce a final report;

A disseminate outcomes. A summary of the final evaluation report will be disseminated publicly via

various Ai Group channels. Ai Group will also develop, print, promote and distribute an ACSF
Employer Guide developed in consultation with employers.

Report Structure

This final report comprises two components:

a) Estimating Returns to Enterprises from Workplace Literacy Training: A Pilot Study, a report to
the Australian Industry Group from the Australian Council for Educational Research.

b) Unlocking Workforce Potential, An Employer Guide to using the Australian Core Skills
Framework in the Workplace. This report can be located on the Ai Group website at
Www.aigroup.com.au

i
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EXECUTIVE SUMMARY

Overview

In September 2012 the Australian Industry Group (Ai Group) contracted the Australian Council for
Educational Research (ACER) to conduct this study into the financial return to employers from investing
in workplace literacy training programs. The Australian Government, through its Department of Industry,
Innovation, Science, Research and Tertiary Education (DIISRTE), contracted the Australian Industry
Group (Ai Group) to manage the project.

Over 2013-14, this study developed and trialled a set of data collection instruments in pilot mode with
seven training programs funded under the Workplace English Language and Literacy (WELL) program.
This report presents the results from the study in the form of case studies (Chapter 5), drawing on an
extensive literature review (Annex 4) and mapping of similar evaluations in Australia and overseas
(Annex 5).

Purpose

There is an assumed, although empirically weak, link between Language Literacy and Numeracy (LLN)
training and business outcomes. In recent years, a body of research and evaluation has emerged, led
by efforts in Canada and New Zealand, which has taken steps towards improving the knowledge base.
The current study, based in the Australian context, has the following purposes:

1 To document and illuminate the strengths and weaknesses in methodological approaches to
measuring a ROI to LLN training based on Australian and international evidence;

1 To develop a set of accessible ROI measurement tools for use by employers and other
stakeholders; and

1 To estimate, in pilot mode, ROI outcomes for a sample of employers who invest in LLN training
for their workers.

Timeline and governance

The project commenced in September 2012 and concluded in December 2014. The project was
supported by a Reference Group which met four times over the course of the project and provided input
on draft material.

Method

The current project builds directly on recommendations from A i Gr dlatipnél SVorkforce Literacy

Project Final Report (2012) which demonstrated the importance of employer engagement in the
provision of LLN training in the workplace. That ©pro

improvements arising from training but did not involve formal collection of data from companies.
However, those employers were able to identify indicators that would represent successful LLN training
for them in their workplaces and these have been incorporated into the current study.

The principles which underpin the methodology benefited from a number of earlier evaluations of
literacy programs delivered in the workplace (see Annex 5). While other studies have conceived of
evaluations which describe, in the most comprehensive terms possible, returns to training, the brief for
this study was more focused i do estimate ROI outcomes for employers who invest in LLN training for
their workersbod

This overall project was divided into five sequential phases (Figure ES1).
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Figure ES1 Project phases

Phase 5:
Analysis and
reporting

Phase 2:
Development
of instruments

Phase 1:
Recruitment of
enterprises

Phase 4:
Fieldwork

Phase 3:
Customisation

The sampling of programs was enti rbaallyl im@gDedcdc aop | & b
built by asking for recommendations from WELL coordinators. Participation in the study was entirely

voluntary. The profile of participating enterprises is shown in Table ES1. A further 8 enterprises met

with the project team but declined an invitation to participate, mainly for resourcing and workload

reasons. All enterprises were asked to sign a consent form to confirm their involvement (Annex 3).

Table ES1 List of enterprises in sample

Enterprises Industry Size State
Participating enterprises (7)

Enterprise A Manufacturing Medium NSwW
Enterprise B Aged Care Small SA
Enterprise C Manufacturing Small Vic
Enterprise D Construction Large NSW
Enterprise E Utilities Large Tas
Enterprise F Manufacturing Medium SA
Enterprise G Aged Care Medium Vic

A key component of the methodology was the customisation of a set of generic data collection
instruments and supporting instructions (Annexes 1 and 2). These were developed early in the project
design. The principles guiding their development were to:

1 place minimal administrative burden on the participating enterprise;

1 ensure the instruments are capable of being tailored to particular workplace contexts; and

1 be sufficiently specific about the data elements required without being overly general or vague
in terms of what was required of each employer.

Detailed examples and possible data sources within the organisation were identified in the supporting
instructions. The generic ROI data collection template was divided into three sections:

Section A: Program description and budget
Section B: Quantitative costs and benefits of training

Section B covered the substantive quantitative data needed for calculating the ROI. The
templates sought to collect information at three data collection points - before
commencement, directly after completion and 6 months after completion). This section was
structured around 5 types of benefits (as discerned from the research literature)

9 Personnel costs

1 Productivity gains

1 Operational costs
Human resources costs
1 Other financial benefits

Section B was designed to allow enterprises to add their own data elements. It also allows
space for enterprises to comment on the quality of the data in terms of its completeness, time
lag and the extent to which a change can be attributed to the training intervention etc.

Section C: Qualitative benefits of training
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Section C is an open-comment section designed to allow supervisors and managers to reflect
on the intangible changes which could be- attrick
confidence6 and O6i mproved capacity to take on ind

The project has desi gne d(Clapter 4) Eowassistwithts¢oping thé corecepial o r k 6
landscape of workplace literacy evaluation. It is designed to assist future reviews and evaluations with
evaluation design and implementation so as to avoid some of the pitfalls made in this and earlier
evaluations.

Results
In summary, this pilot study has identified the following results:
A. Enterprises perceive the returns to be real, uniformly positive and worthy of their investment

The project findings, summarised in Table ES2, affirm those from earlier evaluations where
emp !l oy e ddighly tha butcomes from workplace literacy training. ROl calculations were
carried out in 4 of the 7 programs i each returning uniformly positive results. All seven employers
can also point to numerous examples of individual workers or groups of workers who they have
observed improvements in across a range of tangible and intangible dimensions (e.g. improved
productivity, reduced errors, better understanding of instructions etc) i each of which is assumed to
have a direct or indirect downstream benefit to business outcomes. Where possible, these benefits
are quantified in the case studies.

The managers and supervisors who were interviewed ¢
and must repeatedly take, when making the business case for internal resources to be directed

towards LLN training. After a short period of training, most employers could visibly observe changes

in the first year which they attributed to the training, which led to renewal of the program in the

following year.

There was a general recognition among employers that ROI, or some form of cost/benefit analyses,
would help to make a more compelling business case in the future.
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Enterprise A

Enterprise B

Enterprise C

Enterprise D

Enterprise E

Enterprise F

Investing in Workforce Literacy Pays

Table ES2 Summary assessment of data completeness, quality and results
Sections of
template
attempted
(Y/N) Data completeness /
Industry Lo L
sector State % quality i evidence of Training impact
c &, o financial impact
2 8mBO
o |0 o)
o 0 »
n
Data-driven culture uses 132% return from dual-
Manufacturing NSW Y Y Y multiple indicators to program*
monitor change.
Monetised changes in 117.5% - savings through
Aged Care SA Y Y Y | supervisor time across all reduced documentation
data collection points errors
Very small scale program i | Anecdotal but
Manufacturing VIC Y N Y individu a | ist or i management still very
aggregate benefits positive re overall impact
Large, complex and multi- Difficult to quantify across
Construction NSW N VIRY, faceteq program made data | entire program i sub-
collection difficult program identified
$192,600 in savings
ROI calculated based on 102% at one site based
Utilities TAS Y Y Y unitimprovements in on efficiency
service orders improvements
Multi-layered program 163% return from error
Manufacturing SA Y Y Y | produced measurable sub- | reduction and saved
set of data supervision time
Systems and data capture | Anecdotal and important
not ideal for this purpose part of orientation i
Aged Care VIC N N Y improving documentation

Enterprise G

and maximising call on
government funding

*Dual program refers to the situation where Enterprise A conducted two programs in tandem and was
unable to account for the individual benefits of either. The two programs were a training project funded
under the WELL program and a Lean Manufacturing training program.

B.

ROI and cost-benefit models are a starting point but not solely sufficient

ROI is, by design, a relatively simple indicator of benefits relative to costs. It has primarily been
used in the business and finance sectors to differentiate and compare between alternative courses
of action. When applied to the specific context of workplace LLN training, an enterprise could
deploy a ROI evaluation to ask - what will be the return on the LLN training program (Option A)
compared to Option B (upgrade equipment) or C (a different workplace training program)? All
remaining equal, where will the biggest gains be made over the short, medium and longer term?

At the enterprise level, issues of data availability, quality and usefulness have considerable
implications for conducting cost/benefit analyses i including whether it should be conducted at all.
Some degree of pragmatism is required. For example, when evaluating workplace training one
must undertake the
employer, worker, government) resulting from a particular training intervention i in this case it is a
workplace English language and literacy program which creates a further layer of complexity to the
ROI model. More specifically, one must ascribe a

9 Program description and budget
1% Quantitative costs and benefits of training
™ Qualitative benefits of training
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percentage of the total cost net of all other factors. As shown in Annexes 4 and 5, cost-benefit
analyses are increasingly being applied to this field with uneven success, and often with opaque
transparency.

At a threshold level, it may not necessarily be feasible or cost-effective to conduct experimental
studies, particularly in small-medium enterprises. Instead, it may be more practicable to conceive of
these evaluation models as a means of:

a. Estimating cost-offsets in targeted areas of the enterprise which could reasonably
be directly or closely attributed to the LLN training thus neutralising the cost of training
and generating a positive return for the enterprise (e.g. improved documentation); and

b. Making the most persuasive and compelling business case possible for more (or
less) investment in a particular area of the business.

C. ROI evaluation models must be customised, fit for purpose and add-value

Workplace LLN training, and the resulting benefits, do not operate in a vacuum. Operationally, this
type of training is more often contextualised to support wider organisational objectives or programs
and do not run as a discrete training program. But whatever the approach, ROI evaluation models
must address a particular need or an identified gap in the knowledge base. Likewise, data collection
must be administratively simple and be customised to the systems and processes occurring within
the enterprise.

To rationalise any kind of staffing and resources commitment at enterprise level, evaluation
methodologies must be transparent, coherent and add value. Transparency allows for some degree
of comparability in that one understands the judgements made by the evaluators in selecting certain
data elements (e.g. hourly savings or reductions in incidents), adjusting for various factors; and the
overall approach taken to determining costs and benefits. In the aggregate, these micro judgements
can significantly affect the ROI results.

The recent Canadian evaluation, UPSKILL (Gyarmati et al. 2014), is an excellent example of how a
coherent evaluation model can be customised to a specific industry sector. It uses an experimental
design with contlke$ wgrbhpapapisdzofsgop miep Bhe focuDison
identifying training impact in areas of greatest need to give focus and direction to the evaluation. It
also drew on routinely collected administrative data as further evidence of training impact.

Concluding remarks

The findings from these seven case studies, the project literature review (Annex 4) and the summary of
earlier workplace evaluations (Annex 5), make clear that this field of evaluation is both methodologically
fraught and logistically challenging. The reasons for this have been reaffirmed many times and most
recently in the large-scale evaluations of workplace literacy programs in New Zealand (Upskilling
Program*?) and Canada (Measures for Success'?).

ROI calculations need to be kept in perspective. Enterprises are complex entities operating in dynamic
environments. Decision making which draws on ROI calculations must recognise them as estimates. As
such, they are critically dependent on the quality of the data available on benefits and costs, and on
other information about an enterprisebdbs operations at

Despite the inherent challenges, the demands placed upon workplace training programs are
considerable and growing. Many countries have recognised the need for dedicated workplace literacy
programs and made successive attempts, with mixed results, to more accurately capture evidence of
impact.

The landmark study by Ananadiou, Jenkins and Wolf, 2003, published more than 11 years ago, offered
a succinct roadmap:

i We b e | hede @aints bacause we conclude, from this review, that there is a real and urgent
need for more research. In the context of basic skills workplace provision, both large-scale
guantitative analyses, assessing the benefits and costs of literacy/numeracy training on

2See Annex 5 (Sectidb.3New Zealanyl
¥See Annex 5 (Section A& anadj
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representative datasets, and case studies offering in-depth investigation of basic skills training at
particular workplaces would be valuable. o

In principle, better evidence is needed to rationalise investment in workplace training. Most would agree
that a robust evaluation model which captures reliable evidence and meets the needs of its users
should be supported. Methodologically, however, principles often succumb to the technical and
logistical obstacles inherent in the ROI evaluation method. Despite its challenges, it is clear that recent
evaluations are: (a) forming a stronger evidence base, (b) making a more compelling case that there
are guantifiable financial benefits to enterprises from LLN training; and (c) setting the groundwork for
future evaluations.
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CHAPTERL - INTRODUCTION

1.1. Overview

In September 2012 the Australian Industry Group (Ai Group) contracted the Australian Council for
Educational Research (ACER) to conduct this study into the financial return to employers from investing
in workplace literacy training programs. The Australian Government through its Department of Industry,
Innovation, Science, Research and Tertiary Education (DIISRTE) contracted the Australian Industry
Group (Ai Group) to manage the project.

Over 2013-14, this study developed and trialled a set of data collection instruments in pilot mode with
seven training projects funded under the Workplace English Language and Literacy (WELL) program.
This report presents the results from the study in the form of case studies (Chapter 5), drawing on an
extensive literature review (Annex 4) and mapping of similar evaluations in Australia and overseas
(Annex 5).

1.2. Purpose

The purpose of this study is to estimate ROl outcomes for employers who invest in Language
Literacy and Numeracy (LLN) training.

This project is intended to strengthen the knowledge base about the returns to employers from
workplace training in foundation skills, and thereby help guide employers in their investment decisions
and policymakers in their initiatives to encourage such forms of workplace training. The instruments
developed through the project are also intended by Ai Group to be a resource that employers can use
to help evaluate the pay-off from their existing training programs and to help plan future training
investments.

The current project builds more directty on r ecommendat i on s Nafionab\Workiarce Gr ou p
Literacy Project Final Report (2012) which demonstrated the importance of employer engagement in

the provision of LLN training in the workplace."* The employers identified indicators that would
represent successful LLN training for them in their
perceived outputs and improvements arising from training, and did not involve formal collection of data

from companies.

There is an assumed, although empirically weak, link between Language Literacy and Numeracy (LLN)
training and business outcomes. In recent years, a body of research and evaluation has emerged, led
by efforts in Canada and New Zealand, which has taken steps towards improving the knowledge base.
The current study, based in the Australian context, has the following purposes:

1 To document and illuminate the strengths and weaknesses in methodological approaches to
measuring a ROI to LLN training based on Australian and international evidence;

1 To develop a set of accessible ROl measurement tools for use by employers and other
stakeholders; and

1 To estimate, in pilot mode, ROI outcomes for a sample of employers who invest in LLN training
for their workers.

The instruments developed through the project are also intended by Ai Group to be a resource that
employers more broadly can use to evaluate the pay-off from their existing training programs and to
help plan future training investments.

1.3. Project governance

The project was supported by a Reference Group comprising senior representatives of:

14

See:
http://www.aigroup.com.au/portal/binary/com.epicentric.contentmanagement.servlet.ContentDeliveryServlet/LIVE
CONTENT/Publications/Reports/2012/10870 national workforce literacy project final report web.pdf
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Department of Industry, Innovation, Science, Research and Tertiary Education and the
Department of Industry

Australian Industry Group

Manufacturing Skills Australia

ITW Performance Polymers and Fluids

Community Services and Heath Industry Skills Council

VET Development Centre, Queensland Department of Education, Training and Employment
Office of the Training and Skills Commission, South Australia and TAFE South Australia
NSW TAFE Social Inclusion and Vocational Access

National Centre for Vocational Education Research

Timeline

The project commenced in September 2012 and concluded in December 2014. The main points of
engagement with employers occurred in the 2013-14 financial year.

1.5.

Ethics

The project was conducted in accordance with ACER®&s Co de. Thef dat& tolected sfrom
enterprises will not be shared with any other organisation or used for any purpose other than this
project. No workplaces or individuals are identified in any report other than with their permission.
Enterprises are referred to as OEnterprise A,
contextualise the results.

AUSTRALIAN INDUSTRY GROUP AUGUST 2015



Investing in Workforce Literacy Pays

CHAPTER 2 METHOD

The current project builds dir ect |y on r ecomme nd a National Norkfarce hiterd&cy Gr oup
Project Final Report (2012) which demonstrated the importance of employer engagement in the
provision of LLN training in the workplace.tsahdhat pro
improvements arising from training but did not involve formal collection of data from companies.

However, those employers were able to identify indicators that would represent successful LLN training

for them in their workplaces and these have been incorporated into the current study.

The principles which underpin the methodology benefited from a number of earlier evaluations of
literacy programs delivered in the workplace (see Annex 5). This overall project was divided into five
sequential phases (Figure 2.1).

Figure 2.1: Project phases

Phase 1: Phase 2: Phase 5:
Recruitment of Development

Phase 3: Phase 4:

Customisation Fieldwork Analysis and

enterprises of instruments reporting

The following sections describe each of these phases in detail.

2.1. Recruitment of enterprises

The sampling of programs was enti rballyl ihgoed aonpl & wdr
built by asking for recommendations from WELL coordinators. Participation in the study was entirely

voluntary. The profile of participating enterprises is shown in Table 2.1. A further 8 enterprises met with

the project team but declined an invitation to participate, mainly for resourcing and workload reasons.

All enterprises were asked to sign a consent form to confirm their involvement.

The recruitment process was guided in large part by: (a) referral and interest; (b) how conducive the
program was to ROI measurement; and (c) whether the program had been considered an example of
good practice by those who have oversight. In most cases, there was also a long-standing partnership
between the training provider and the enterprise which assisted with the data collection and
interpretation phases of the project.

The intention was to have a spread across different industry areas and locations. The research team
made contact with more than 20 programs, held meetings with 15 and secured the participation of 7
(Table 2.1). Over the course of the entire project, the project team held at least 28 on-site meetings and
conducted a further 8 phone meetings - the total points of formal contact with the employers was 36.
There was ongoing contact between the project team and the employers throughout the project.

The process of recruiting and engaging with each enterprise, whether they chose to participate or not,
was far more protracted and time-consuming than the project team had planned. On reflection, it was
our flaeer st h 0 d et a ehraréng progfamsowhichtleld to some logistical challenges in
securing the ongoing support of enterprises. In earlier evaluations of a similar nature in Australia and
overseas, the funding sponsor took steps to ensure the training programs were symbiotically aligned
with the evaluations i each adding value to the other.

Like the training programs, the ROI project was funded by the Commonwealth Government. Early in the
project, the Commonwealth wrote to each interested enterprise and training provider outlining the
project purpose and requirements. The project team then conducted a follow-up visit or teleconference.
Over time it became clear that the study was operating tangentially to the training programs which
meant that, without incentive, enterprises were compelled only by their own goodwill, enthusiasm for the
final product and any other lessons which could be gleaned from participating. Over 18 months or more,
this ongoing engagement became increasingly challenging i and further exacerbated by the paucity of
available data, technical obstacles, turnover of our dvorkplace coordinatorsd postponement or delays of
training programs and a generally time-poor group of enterprises.
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Table 2.1: List of enterprises in sample and points of contact

Enterprises Industry Size State m%rc]atsi;]tg?s ng?irr]mgs Total
Participating enterprises (7)

Enterprise A Manufacturing Medium | NSW 1 1 2
Enterprise B Aged Care Small SA 3 4
Enterprise C Manufacturing Small Vic 4 4
Enterprise D Construction Large NSW 3 3
Enterprise E Utilities Large Tas 1 2 3
Enterprise F Manufacturing Medium | sa 2 3
Enterprise G Aged Care Medium | vic 4 4
Subtotal 20 5 25
Declining enterprises (8)

Enterprise H Aged Care Qld 1 1 2
Enterprise | Manufacturing Qld 1 1
Enterprise J Aged Care SA 1 1
Enterprise K Utilities WA 1 1
Enterprise L Defence Services NSW 1 1
Enterprise M Manufacturing NSW 1 2 3
Enterprise N Community Services NSW 1 1
Enterprise O Manufacturing WA 1 1
Subtotal 8 11
Total (15) 28 36

2.1.1. General observations from employers

At the point of recruitment and initial engagement, there was a general spirit of enthusiasm among
employers for the project in terms of its motivations, aims and objectives. There was recognition that
ROl is a gap in their own understanding of the impact of the WELL training program but they are willing
to take a o6l eap of faithd because:

1 the cost borne by the employer for the first year of training is not significant (in most cases); and
1 by the second year the benefits of WELL training are becoming evident in the work and
attitudes of the WELL patrticipants.

Employers recognise the value that ROI data would provide to future funding applications but are quick
to caution against the difficulties of measurement, particularly in terms of controlling for other variables.
Employers also raised issues of commerciality, privacy, confidentially in regards to financial data,
particularly those relating to wages 1 although no data were requested at this level it was still a concern.

Empl oyersdé also expressed caution in that they did
workload of their employees by participating in this projecti n t er ms of taking them 060
t hem & mor e . Mostpifenotwllp wekedstretched to capacity and needed to be convinced of the

value that a research project would return to their business.

Each employer varied in terms of the sophistication of their systems, data capture, analytical capability
and information management. In some cases, employers were able to identify detailed unit costs for the
training group concerned and compare this to a control group (e.g. manufacturer working with LEAN
system). Others, by the nature of their work, required data to be collected specifically for this project
(e.g. reviewing case notes in aged care providers).

2.1.2. General observations from training providers

At the point of recruitment, representatives from the training programs were comparatively more
cautious about the project and its stated aims - raising a number of concerns including, but not limited
to the following:
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T There is not necessarily an identifiable 6i mpact
and efficiency i the effects of WELL diffuse into areas which are not apparent in business
performance metrics;

1 The benefits of WELL training occur well beyond the proposed six month completion point for
this project;

1 The impact of WELL training diffuses across a number of areas of an organisation,thewor ker 6 s
role and their life beyond work i the ROI calculation must ensure it has appropriate coverage of
all these factors;

1 There are motivations of social justice and community development which must be considered
Titds not just alrm there aretsecial fand c@mmanityaobjectives tbeing met
also;

1 The hours of training per worker varies considerably by training program - some workers may
only participate in a few sessions;

1 The WELL training can potentially create circumstances where workers, through the
development of self-confidence, are more likely to raise issues around WHS, and escalate
issues that require attention from their supervisors etc. Although a long-term benefit, these
could complicate the measurement of short-medium term reductions in productivity and WHS
6 c 0 samds 6 ;

1 The training occurs in batches with trainees slipping in and out of training depending on
circumstance and need 1T i t woul d be difficuldai ntiongi sgorloautped a ny
instances.

2.1.3. Process of recruiting enterprises to the study
The process of recruitment and early engagement typically involved the following steps:
1. Step 1: An initial meeting was convened between the enterprise, Al Group and ACER to:

1 Introduce the ROI project, including its aims, objectives and wider context;

91 Discuss the WELL program currently operating for this employer, including its focus,
key stakeholders, delivery approach, evaluation approach, participant numbers etc;

1 Discuss the types of measures currently being considered when assessing the impact
of WELL training, particularly financial (if any);

1 Seek feedback on the draft return on investment (ROI) instruments prepared by the
project team;

1 Consider how the data collection instruments could be tailored and customised to meet
the needs of the employer; and

1 Set up atimeline for collecting the required data.

2. Step 2: A key contact person was nominated by the enterprise (Workplace Coordinator) to be
the link between the enterprise and the research team; and

3. Step 3: The Workplace Coordinator identified the areas of their organisation to provide data
(e.g. Finance, HR, trainee supervisors).

The main reasons offered by enterprises when declining participation in the study was a lack of time
and resources. Incentives to participate were not offered to any enterprises or training organisations. All
time and staffing costs were generously offered by enterprises at their own cost. The primary reason for
participation was that enterprises can see considerable value in building the business case within their
own enterprise. Their view was that research studies such as this could assist their own enterprise to
support a case for greater investment and a more effective and targeted allocation of resources in their
own workforce training programs.

2.2. Development of instruments

A generic data collection instrument and supporting instructions, attached in Annexes 1 and 2, were
developed early in the project design. The principles guiding their development were to:

1 place minimal administrative burden on the participating enterprise;
1 ensure the instruments are capable of being tailored to particular workplace contexts;
1 be sufficiently specific about the data elements required without being overly general or vague.

Detailed examples and possible data sources within the organisation were identified in the supporting
instructions. The generic ROI data collection template was divided into three sections:
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Section A: Program description and budget
Section B: Quantitative costs and benefits of training

Section B covered the substantive quantitative data needed for calculating the ROI. The
intention was to collect data at three data collection points - before commencement, directly
after completion and 6 months after completion. This section was structured around 5 types of
benefits (as discerned from the research literature):

9 Personnel costs

1 Productivity gains

1 Operational costs

9 Human resources costs
9 Other financial benefits

Section B was designed to allow enterprises to add their own data elements. It also allows
space for enterprises to comment on the quality of the data in terms of its completeness, time
lag and the extent to which a change can be attributed to the training intervention.

Section C: Qualitative benefits of training

Section C is an open-comment section designed to allow supervisors and managers to reflect
on the intangible changes which <could be-
confidenced and &éi mproved capacity to take

Customisation to each enterprise

The key tasks for customising the data collection templates involved:

1.

3.

follow-up meeting(s) on site or via teleconference with the enterprise (e.g. supervisors, HR,
finance units etc) to better understand existing data systems as they relate to workplace
training, its costs, and its impact on work performance;

a meeting with the training provider to understand the objectives of the training and the
approach being used;

provision of feedback to ACER on the draft instruments to be used in the workplace;

The key tasks for each workplace were as follows:

1.

2.4.

Identify the target group for inclusion in the data collection exercise. Ideally this is a group of
employees who have yet to start or have recently started their WELL training.

Complete Section A and Section B (1st collection point) prior to, or close to, the
commencement of training. Send Excel workbook to ACER.

Complete Section B (2nd collection point) and Section C directly after training completes (and
update Section A if need be). Send Excel workbook to ACER.

Complete Section B (3rd collection point) 6 months after training completes (and update
Sections A and C if need be). Send Excel workbook to ACER.

Provide feedback on your own enterprise case study.

Fieldwork

Across the seven programs, data sources including training program documents, interviews with senior
managers, supervisors, trainers and company administrative records were used to populate the data
collection templates.

The enterprises were regularly followed-up by the research team to offer support to the data collection
process.

Upon completion of the training, the data collection templates were returned to the research team for
analysis.

2.5.

Data analysis, reporting and validation
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Table ES2 (page ix) is a summary of data provided to the study from each enterprise. As with earlier
evaluations of a similar nature, data sought on ROI is of variable completeness and quality. The more
complete returns were those where the representative from the training provider took on the
responsibility to collect and report data.

Each case study presented in Chapter 5 is presented in the most transparent manner possible to make
clear the process for calculating the returns. As with earlier evaluations of a similar nature, some of the
data returns are either patchy or incomplete. The most complete returns were often those where the
representative from the training provider took on the responsibility to collect and report data.
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CHAPTER 3 BACKGROUND

This chapter summarises findings from earlier research and evaluations on workplace LLN training. The
extended versions are included in Annexes 4 and 5 of this report.

3.1. Summary of research literature

As a field of evaluation, workplace LLN training has been described as inewl y emer gingo
i ptaircul arly underdevelopedodo (Benseman, 201 4studi€dr avy , 2
lack the scale, depth and sophistication necessary to demonstrate outcomes with a high degree of

confidence and generalisability.

Although this review covers a wide body of research, there are four landmark literature reviews which
are worth mentioning by name because of their significant contribution to the field:

1. Ananiadou, K., A. Jenkins, et al. (2003). The benefits to employers of raising workforce basic
skills levels: a review of the literature. London, NRDC

2. Gray, A. (2006). Upskilling through foundation skills - A literature review. Wellington:
Department of Labour)

3. Salomon, M. (2009). Workplace literacy and essential skills: what works and why? Montreal,
The Centre for Literacy/Le Centre d'alphabetisation

4. Benseman, J., & Sutton, A. (2007). A synthesis of foundation learning evaluation and research
in New Zealand since 2003. Wellington: Department of Labour

The work of New Zealand academic John Benseman is cited throughout as it provides a consistency of
depth and insight much needed in the field of workplace LLN evaluation.

To date, there has been little credible evidence found on the impact of LLN on productivity and the cost
effectiveness of LLN programs (Vorhaus et al. 2011). Much of the research literature is focused more

on the 6éhowd and 6whyodé of conducting suchBeasermahuati on
and Sutton (2007) describe the state of research workplace literacy programs:

firhere is very limited research on the economic value of LLN programs which can include
immediate or early impacts on measures such as waste, injury rates and absenteeism and
longer term effects such as monetary assessment of the productivity gains for employers and
earnings gains for learners. ROI research is complex and costly and needs to be undertaken by
experts and include sufficient time for empirical

There are considerable challenges in evaluating impact of training. Lynch et al. (2006) summarises
these as follows:

fAn important problem is that return on investment from training programs is typically unknown.
More specifically, the results of training and development programs are not evaluated in terms
of their effect on business results. The impact of training and development on organizational
profitability is difficult to evaluate and often not attempted. The benefits of programs are often
subjective and difficult to quantify in monetary terms. Benefits also accrue over time and the
optimal point of time to evaluate is ambiguous. Because of the lack of evaluation, the effort put
into developing human capital is often seen as an expense and not an investment.o

The most significant issues for measuring a ROI are: (a) the conversion of soft data to monetary values;
(b) adjusting for the time horizon of benefits; and (c) attribution of change to the particular training in
guestion (causation). Gray (2006) warnsthatfit he | i terature is hedged with ¢
point out that, in attempting to assess the benefits and impacts of literacy programs, it is extremely
difficult to control for intervening factors such as external market influences, personal characteristics,
incentives and disincentives for acquiring or displaying skills, the way work is organised and the degree
of autonomy wGrayK2006)sgoeb @vtoecaution that fthe relationship between training and
outcomes is complex, and it is difficult to control adequately for extraneous factors, or to identify which
component of the interventiond or whether the fact that there was an intervention at alld had most
influence on the outcome. As with literacy programs themselves, clarity about the goals of any
evaluation is essential, along with reality about what outcomescan be expected in the shec
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Ananiadou et al. (2003) identifies a setof recurring6 def i ci enci es i n thewhohr kpl ac

may assist with understanding why evaluations fall short of meeting the criteria for Levels 3 (impacts on

learners6 behaviour at work), 4 (impacts on organisationa

the small numbers of studies;

lack of controls and experimental designs;

small sample sizes;

limited sources of data and an over-reliance on self-reported information;
lack of pre-course and post-course comparisons;

poor completion rates in post-course assessments; and

lack of quantitative studies.

E R ]

The structure of the project literature review, shown in Figure 3.1, is broadly representative of the topics
covered in much of the research literature in Australia and internationally, since the early 1990s.

Figure 3.1 Structure of literature review

Employer perceptions of workplace training evaluation

AReasons why employers evaluate workplace training programs
AReasons why employers do not evaluate workplace training programs

Methods used to evaluate workplace training programs

AKirkpatrick/Phillips Levels of Evaluation

AReturn on Training Investment

AUsing Levels 4 and 5 to measure impact of training on productivity
AReturn on Expectations

Approaches to data collection and analysis

AResearch methods (quantitative, qualitative or mixed methods)

Aldentifying training inputs and costs

Aldentifying benefits to employers; workplace practices; employees; and the wider
community and government

Alsolating the net benefit of training (Business, program design and training cohort factors
impacting on results)

AAdjusting the time horizon to more fully capture future benefits
ADeciding on the level of data aggregation
AAnalytical techniques

Traditionally, LLN evaluation practice has been dominated by qualitative approaches to measuring
outcomes, with quantitative data gathered largely on program outputs, for example, the number of
learners in a program, number of learners completing a program and so on (Salomon 2009). This
emphasis has elicited some criticism over the past twenty years for its simplicity as well as the
methodological weaknesses associated with relying on subjective observations, perception and
respondent bias.

In critiquing the overall quality of workplace LLN evaluation, Salomon (2009) observed:

Aconverting changes in fisofto skills to fhardo dat a

Ai...the reality is that g u é&a dominamtt prastiee, as vasidusi at i on

important studies have noted since the late 1990s (Gray 2006; Pye and Hattam, 2008; Plett
2007). These have criticized the informal, unsystematic, unscientific, anecdotal, qualitative and
subjective nature of many if not most of the evaluations used in workplace literacy and essential
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skills training programs and urged a more formal, empirical, scientific, rigorous, robust,
guantitative and objective approach. o

In a landmark Australian study. Pearson (1996) made the following observation:

AAlt hough a great deal of research and evaluatio
literacy training programs has occurred in the past, it has generally been focused on qualitative
analysis of such programs. Training provider evaluation has usually centred on what
participants have achieved within the training room. When evaluation has moved beyond the
training room to the workplace itself, most of th
Barriers to training evaluation include time and cost constraints, the complexity of the process, the
comparative ease of relying on qualitative methods a
empl oyees, the fAsensitived nature of the pr éaress, a
many employers, especially small-medium enterprises, quantitative evaluation using controlled
research methods is beyond their capabilities, in terms of the time, resources and expertise they are
either able or willing to invest (Salomon, 2009).
Davidson et al. (1997) provides a useful summary these issues:
AThere is a significant difference between eviden
prevent the establishment of absolute proof i say, that training caused the change in
performance. For example, the performance measurement or accounting system in the
organization may not collect all the data which is required to evaluate fully the results of
training. Or perhaps there are other initiatives in the organization which may also contribute to
performance improvements. Often, then, evaluation of training is seen as imprecise or just too
hard. Managers would like to see it done, but are not sure of how go about it, and whether it will
be effective.
However, this does not mean that the search for evidence should be abandoned. In most
cases, the best that can be achieved may be that the evidence is consistent with training have
a positive impact on performance; but the acquisition of such evidence is still better than not
trying to accumulate any evidence at all. Evidence that training is valuable will help managers
to target their investment more effectively and will help gain employee commitment to training.
Most critically, evidence of the value of training will help to ensure that investment in human
capital is regarded as strategically important.
Evaluation is an investment in progress, enabling the initiation and management of responsible
and appropriate change. Thus it is important to be able to evaluate training initiatives and to
assesstheirimpact on training and strategic objectives. o0
The findings from studies which have been conducted within workplaces, made possible with
subjective, global judgements and non-trivial assumptions, are highly contextualised to the particular
circumstances under which the research was conducted. Doucouliagos and Sgro (2000) outline why
estimation and pragmatism drive much of the studies in this field:
AThe measures of the i mpact of training ar by
researchers, it is rarely the case that conclusive proof will be found about any organisational
intervention. Rather, analysts compile credible evidence about the impact of training. This
evidence must satisfy a number of requirements. The data used must be of sufficient quality.
The techniques applied must be scientifically valid, and the analysis should address the
possibility that training may not be the only fac
Research methods are often highly qualitative in nature, involving interviews with, and surveys of,
participants, their supervisors and trainers i a necessity when confronted with the paucity of
guantifiable evidence of training impact held within existing systems (e.g. human resources, finance,
training and development). In a bleak but corroborated assessment of workplace evaluation, Barker
(2001) describest he curr ent e v praviEingdneondeguengal raastion datdiand costly and
time-consuming outcome data... With few exceptions, ROI articles present glowing reports but many
studies would not meet academic research standards. 0

Overall, it is clear that enterprises which have sponsored basic skills provision for their workers have
been content with the experience (Ananadiou, Jenkins and Wolf, 2003). This is a non-trivial finding,
since involvement in such a program is inevitably disruptive and costly, even when governments
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provide subsidies to cover direct costs of instruction. In other respects, as already noted, the research
base is extremely thin. Likewise, despite the cautionary language which is replete in much of the
research literature and evaluation material, most authors are optimistic that ROI can be a useful tool for
employers.

3.2. Summary of workplace LLN evaluations

Annex 4 summarises the major workplace LLN in Australia, New Zealand, Canada, United Kingdom,
United States and a selection from other locations. In spite of the sizeable number of workplace
schemes now available, very little evidence bears directly on how basic skills training impacts on any
employer outcomes (Ananadiou, Jenkins and Wolf, 2003). While there is information at the macro level
that establishes associations between variables such as literacy skills and income, there are very few
evaluations on an initiative, program or company level that attempt to link benefits or outcomes directly
to a particular intervention (Gray (2006).

Gray (2006) observesafidear t h of reliable evalwuations of

LLN ini
a

such evaluations. The difficulties are related to issuesof per specti ve, measur ement

According to Benseman and Sutton (2007), both the quantity and quality of LLN research have made
great progress over recent years, due largely to the research programs of the National Research and
Development Centre (NRDC) in England and the US-based National Centre for the Study of Adult
Literacy and Learning (NCSALL). More recently, work undertaken by the Workbase centre in New
Zealand, Skillnets in Ireland and Centre for Literacy in Canada have taken considerable steps towards
improving the evidence base. Despite this progress, the field still lacks the funding, and subsequently
the depth and quantity, of research studies that most other educational sectors have achieved.

There are five landmark evaluations in the area of workplace literacy evaluation which are worth
mentioning by name because of their significant contribution to the field:

1. New Zealand - Department of Labour. (2010). Upskilling Partnership Program - evaluation
report. Wellington: Department of Labour.

2. Canada - Palameta, B. et al. (2013). Meeting Expectations: Measuring the Impacts of
Workplace Essential Skills Training Final Report of Measures of Success, The Centre for
Literacy, Montreal.

3. Canada - Gyarmati et al. (2014). UPSKILL: A Credible Test of Workplace Literacy and
Essential Skills Training. Toronto: Social Research and Demonstration Corporation

4. United Kingdom - Wolf, A., & Evans, K. (2011). Improving literacy at work. Abingdon Oxon:
Routledge (Skills for Life)

5. Australia - Pearson, Geoff (1996) "More than money can say: The impact of ESL and literacy
training in the Australian workplace." Canberra, Department of Employment, Education,
Training and Youth Affairs

Unfortunately there are limitations in the extent to which evaluations can be compared. To illustrate this
point Hollenback (2012) offers a scenario from an enterprise perspective:

AWhile the investment theory of trying to maxi mi
calculations may require many addwmptcioens aamrd bfeg

implies two things. First, since program administrators try to have as high an ROI as possible, if
a Aguesstimated needs to be used in an ROI

ROI than guesstimate no. 2, program administrators have an incentive to justify and use no. 1.
That is to say, in many instances, ROI calculations can be strategically gamed. This leads to
the second implication: It will be very difficult to compare the ROIs from different programs if
qguite different assumptions are used in the

The project review of earlier workplace evaluations highlighted the prevalence of survey and interview-
based data collection as proxies for quantitative data sourced from administrative systems. These
comparatively newer approaches are typified i
Canadian OMeasures of Successd6 study. I n that

AROE can be an especially useful t e ¢ kameéeded at
the individual level, making it nearly impossible to isolate the specific effects of a training
p r o g r Homever, despite the value of an ROE evaluation, some training professionals will
not give up conducting true ROI studies.
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It is important to note that most research on the returns to workplace literacy programs use a
gualitative methodol ogy that draws on employerséo
companies collect quantitative data on the benefits arising from the training they deliver to
employees, and also because estimating ROI tends to be complex. Also, due the difficulty
converting intangible benefits to monetary values, they are often excluded from ROI
calculations, likely |l eading to underestimation. o

Most recently, Benseman (2014) comprehensively summarises these issues as follows:

ATo dat e, there is a |l arge body of writing on t
companies (Ananiadou, Emslie-Henry, Evans, & Wolf, 2004; Ananiadou, Jenkins, & Wolf, 2003;

Gray, 2006; Salomon, 2009), but little of this literature is based on original research studies.

Instead, most focus on surveys of stakeholders' opinions or simple post-course evaluations

rather than more rigorous studies involving pre-/post- course analyses. Much of the writing is

focused on whether the courses are rated positively by stakeholders instead of demonstrating

the impact on LLN skills, let alone any impact on workforce and company performance.
Consequently, there have been consistent calls for improving the research rigor of studies in

this area, particularly by including quantitative data (Mikulecky & Lloyd, 1993; Pye & Hattam,

2008; Shi & Tsang, 2008).0
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CHAPTER 4 o EVALUATION
FRAMEWORK

This chapter builds on the findings of this study and earlier research and evaluations (see Annexes 4
and 5) to offer a new framework to assist employers, industry and other stakeholders with evaluating
returns to individual enterprises from workplace literacy training. This framework is structured into three
parts with underpinning tools, as shown in Figure 4.1.

The first step T to map the tools, data sources and appraisal of availability/quality available to the

enterprisei i s vitally important as setstthe cosirsetfdn the esapubtianrandi n g 6

determines the types of data collected, when they are collected and, ultimately the costs and resourcing
requirements of undertaking the exercise. Table 4.1 summarises the types of data which could be
collected, possible information sources; and offers some general comments as to its overall availability
and quality for the purpose of measuring ROI or cost/benefit analyses.

The second step i to decide which measures are the most important - requires a considered
deliberation of the areas which the enterprise would like focus on. Earlier evaluations are unanimous in
their findings that capturing the full cost is extremely challenging i any estimate is likely to be an
underestimate because of the scope of potential benefits and the time horizon of the evaluation. The
menu of possible measures shown in Table 4.2 is an amalgam of lists identified in the research
literature and earlier evaluations in Australia and overseas. These measures have been frequently
reported by enterprises as having improved as a direct or indirect result of workplace literacy training.

The third step i to decide which level of evaluation to use T requires an enterprise to reflect on the
decisions they made in respect to Steps 1 and 2 in terms of:

1 availability and quality of data required to conduct a cost-benefit analysis,

1 type of research method (quantitative, qualitative, mixed methods);

1 areas of the enterprise which it will focus on and the specific measures it will seek to collect;
and

1 the resourcing implications of collecting new or manipulating existing systems or datasets into a
form useful for the evaluation.

In making these decisions, enterprises can follow the steps outlined in Figure 3.1 to test their capacity
to meet the objectives of their own evaluation and ensure a consistency of approach

Table 4.3 shows the fourth step in the process which is to recognise and, where possible, control for the
mediating factors which may impact on types, timing and quality of data collected. These factors are
necessary but not sufficient condito ns f or  fAlkeuesearehdsliterature is replete with examples of
methods to, in some way, quarantine the effect of training from the multitude of factors and noise
occurring within an enterprise at any given point of time i not to mention at three separate points of
time.

The key is to follow the recommendations and guiding principles of the framework to apply a consistent
and standard frame of judgement on the evaluation. Where there are factors which may impact on
results, acknowledge their potential impact or attempt to mediate its effect by adapting the research
method or incorporating additional data, but the key is to ensure transparency of approach.

The least useful ROIls are those which espouse a return, high or otherwise, without revealing how data
were collected or how the calculations were made. Without a transparency of approach, a benchmark
with which to compare the return, or an understanding of what data elements were in scope, the users
of such information are at best reassured of their investment but ultimately ignorant as to why and at
worst, misled.

Finally, the set of data collection instruments which were developed and piloted with the seven
participating enterprises in this study provide a starting point for future evaluation work in this area.
These instruments are attached in Annex 1 and 2.
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Figure 4.1: Components of Evaluation Framework

Estimating Economic Returns to Enterprise from Workplace Literacy Training

Guiding principles

utility -- Is it practical and useful?

spend time
planning a
practical, coherent
and transparent
methodology-
measure

feasibility -- Is it doable? How much time does it take?

ethicality -- Does it respect legal and ethical issues?

Recommended actions

aim to produce the
mostcompelling
and persuasive
evidence possible

with what data are

accuracy- Is it honest and technically sound?

strategically not available

- . constantly
acceptability-- Is it agreed upon by all stakeholders?

ROl results are
always an
underestimateof
the total return-
measure on the
basis of dew
useful variables

efficiency-- Is it cost effective relative to the cost?
conceive of the
results more as a
G O 22&F({F #hani
a "ROI"

adaptability -- Can it be used for different types of training

inclusiveness- Does it address a range of measures ang
information sources?

flexibility -- Can it be used before, during, and/or after
training?

effectiveness- Does it meet a need for information?

credibility -- Is it believable?

Questions and tools to assist evaluation

Q1. Whichtype of evaluation is fit for purpose?
Map of tools, data sources and appraisal of data quality
(Table 4.1)

Q2. Which measures amaostimporant to our business?
Menu of specific costs and returns measures
(Table 4.2)

Q3. Which level of evaluation should we use?
Kirkpatrick/Phillips Levels of Evaluation applied to workplace LLN
(Figure 4.1)

Q4. What factors might impact on the results?
List of processes and factors which may impact on results
(Table 4.3)

Q5. How and when do we collect the information?
Data collection templates and supporting instructions
(Annexes 1 and 2)
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Table 4.1 Map of tools, data sources and appraisal of data availability/quality
Quantitative Qualitative
Research Data urces | Data aailability / | Research Data sources | Data availability /
methods / tools quality methods / tools quality
Category 1: Return on
Costs Investment
model
- Direct
- Indirect Existing Finance unit | Availability:
information Generally good
systems Trainer(s)
Quality:
Customised Indirect/in-kind
data collection costs may not be
tools complete
Category 2: Return on Return on
Tangible benefits Investment Expectations
model model
a) Pfrf(_)c_iuctlwty and Existing Finance unit | Availability: Interviews, Workers Availability:
b) ga'g:r;?:j information _ Extre_melyiimited surveysto _ _Data can be collected
o systems HR unit for this purpose; | compare Supervisors if management see
proflt_ablllty a keybarrier to pre/post value andstaff are
©) Quzéllty . d Minimise Quality unit conducting a ROI | expectations, Management | compelled to
2;?“2;5 an reporting calculation perceptiors, participate
.| burden on Marketing observations, Trainers
d) Customer service enterprise unit Quality: reflections of Quality:
and satisfaction . ) S . ' L
e) Occupational _ D|r_egt In_k to tra_lnlng and its | Customers May be goqd quidty if
health and safety Customlseq training is weak | objectives/ f:ollected with sound
f) Organisational data coII_ectlon _ outcomes Other |_nstruments but
learning and toolsto fill gaps Isolatl_ng net stakeholders | findings Ia_c_k _
benefit transferability¢ ROE is
develqpmgnt not ROI
i cuvacing dat
e only on training
and practices group can be
challenging
Category 3: Estimates
Intangible benefits which quantify
the unit value
. of intangible
a) Worker (skills | oo LLN/skills Workers Availability:
glalns and future assessments Only a small
b) \F;vacl)rrllz)er Australian Core | Supervisors proportion of WELL
. Skills prograns conduct
(psychosoqal Framework Management | pre/post ACSF
and weltbeing) (ACSF) assessments
c) Worker Core Skills for | Trainers
(work_place Work (CSfW) Other tools may be
d) Ernatztrlcﬁz)e and Gore Skills Customers deployed at
P Profile for YIyF3asysyi
managemen Adults (CSPA) | Other discretion
e) G_overnment and stakeholders
wider- Psychologal Quiality:
community assessment Gonversion of changes
tools inad dzydt i ¢

Existing worker/
manager survey|
tools

HRsurvey tools

intangible benefit taa
financialvalueclittle
agreement about how
best to do this in
theory or practice
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Table 4.2

Menu of specific costs and returns measures

TRAINING COSTS

TRAINING BENEFITS

CATEGORY 1: COSTS

CATEGORY 2: TANGIBLE BENEFITS

CATEGORY 3: INTANGIBLE BENEFIT|

QUANTITATIVE

QUANTITATIVEMIXED METHOD

QUALITATIVE

Direct Training Costs foEmployers A.  Productivity and efficiency A.  Worker (skill gains and future plah
1. cost of needs analydimirveys 1. reduced supervision time (hours, $) 43. improvement.s in language, literacy and
. 2. worker hours saved a®ore capable of numeracy skills
2. course design, development, or . . . . .
purchase independent work (hours, $) 44, |mpro.ven?ent.s in technical Skl."S N
3. salary of instructor and/or 3. reduced help from cavorkers (hours, $) 45, participation in further education and training
consultant 4. production costs per unit ($) 46. improved understanding of new technologies
4. salary of staff while on training 5. increased output per employee ($) 47. more portable employee skills and job mobility
5. offsite travel, lodging, and meals 6. reduced downtime (hours, $) 48. improved prospect$or advancement
6. facilities rented or allocated 7. reduced stoppages / shutdowns / breakdowns B. _Worker (psychosocial and wéking)
7. equipment and hardware (hours, $) 49. improved employee seffonfidence / self
. . . 8. reduced response time (lhos, $) esteem
8. instructional and testing } .
materials 9. reduced overtime (hours, $) 50. improved employee morale
9. courseltraining evaluation 10. fewer employees needed ($) 51. reduced employee stres§ .
10. other direct training cost for 11. broadening the range of workers' tasks 52. improved employee motivation
employers B. Sales and profitability 53. improved employee resilience
12. increased sales ($) 54. improved employee trust
Direct Training Costs foindividuals 13. improved profitability ($) 55. improved fhysical and mental health
11. tuition 14. improved competitiveness ($) C. _Worker (workplace practices)
12. childcare C. _Quality of productsmal services 56. improved employee pay and benefits
13. books and materials 15. reduced waste or scrap ($) 57. greater employee job satisfaction
14. equipment, e.g., computer 16. fewer mistakes / errors ($ of reworking) 58. better understanding of job requirements, work
15. travel / parking 17. reduced calls to help line (time, $) procedures and organisation
16. special fees, e.g., library 18. reduced legal costs ($) 59. more participation in committees, wking
17. loss of income 19. reduced insurance costs ($) groups, staff rep. roles etc
18. other direct training cost for 20. cost savings of project failure ($) 60. improved perceptions of job
individuals D. Customer service and satisfaction 61. improved decisions made
21. improved customer satisfaction levels 62. more problems solved
Intangible Training Costs 22. repeat business 63. improved employee work ethic
19. loss of productivity while traineeq 23. new business from client referrals 64. greater employee job security
are attending training 24. number of complaints / lost business 65. more engaged with enterprise
20. other employee time related to | E. _Occupational health and safety 66. increased use by standardized tools,
training, e.g., manager time 25. improved safety record documentation, framewtks etc
helping to apply training 26. reduced employee use of dispensary D. Enterprise and management
21. missed opportunity cost 27. reduced safgy-rule violations 67. supported successful completion of other
22. induction costs F. Org. learning and development project
23. cost of replacing the employee | 28. increased number of trainingrograrms 68. better managemenemployee (workplace)
while s/he is attending the coursq 29. increased number of internal promotions relations
24. maintenance costs, e.g., mail, G. Org. climate, culture and practices 69. more ceoperation among employees
transport, refreshments, record | 30. reduced employee turnover ($ cost savings of | 70. fewer internal conflicts
keeping, stationery, recruitment, orientation and induction of new | 71. greater employee flexibility
accommodation staff, loss of corporate memory) 72. remediated wakers' inadequate pre
25. higher wastage rates until the 31. reduced employee absenteeism / tardiness employment skill levels
trainee is fully proficient 32. reduced need for outsourcing ($) 73. assisted with meeting changing skills
26. recruitment of training staff or 33. reduced employee grievances requirements
selection of training package 34. fewer disputes / strikes / grievances 74. assists with developing a culture of learning
27. the risk that a more highly traineq 35. reduced discrimination charges 75. supports social inclusion / cohesion
employee may then obtain 36. improved understanihg of markets E. Government and widerommunity
another job 37. increased number of pay increases 76. reduced reliance on welfare
28. other intangible training cost for | 38, number of requests for transfer 77. increased tax base
employers 39. improved performanceappraisal ratings 78. home life (e.g. parents reading to children, use
40. implementation of new ideas of library services, job search)
+ Government subsidy contribution | 49 nymber of employee suggestions 79. improved other intangible benefit(s)
42. improved other tangible benefit(s)

Source: Adapted from Barker, 2001 and Moy and McDonald, 2001
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Figure 4.1  Phillips/Kirkpatrick Evaluation Model applied to the context of workplace LLN training

STEP 1: STEP 5: STEP 7: STER: Tabulate costs of
Planning and clarity of purpose is key 1 Business factors Identify intangible measures through solution
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/I Worker (workplace practices) // Enterprise and
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1 opinion surveys of individuals or
focus groups

1 observation

oneon-one interviews

AUSTRALIAN INDUSTRY GROUP AUGUST 2015
17



Investing in Workforce Literacy Pays

Table 4.3 List of processes and factors which may impact on results

Category 1: Workplace Training Process

Category 2: Individual mediating and moderating
factors

Type of skills training

Purpose

Business Alignment

Match to learner needs and goals (design)

Contextualised training content/curriculum (design)

Assessment and evaluation (design)

Teaching style (delivery)

Flexible and customised delivery model

Duration

Intensity

Timing of instruction

I nst r ueachingraldlisy t

Class size

Contact hours

Training take-up

Completion of training activity

Participant reaction to training

Participant engagement in training

Participant awareness and intentionality

Demographics

Life course circumstances

Employment characteristics

Participant activity limitation / baseline health
Initial cognitive skills

Initial non-cognitive skills

Prior educational experiences

Participation in other training programs, e.g.

Technical, vocational, reskilling
Documentation

OH&S

Hygiene and sanitation

Team work

Cultural diversity and awareness
Customer service

Conflict resolution
Communication and negotiation
Waste management

ICT/digital literacy

e N I I ]

Category 3: Workplace mediating and moderating
factors

Employer/manager awareness and expectations
Employment/manager support for training
Coaching and reinforcement

Workplace culture

Access to resources and supports

Opportunities

Work processes

Incentive structures

Clarity of roles and expectations

Financial health of organisation

Implementation of new processes / technologies /
policies

Restructuring and organisational change

Category 4: Influencing factors

Public policy and programs
Socio-economic conditions

Market conditions (customers, competition and
demand)

Labour market

Research and innovation

External knowledge, partnerships and networks

Source: Adapted from Measures of Success Research Framework, (2011). Human Resources and Skills

Development Canada.
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CHAPTER 5 CASE STUDIES

This chapter presents seven case studies of Australian enterprises that participated in this pilot study.
The case studies are referenced against the evaluation framework described in Chapter 4. A full
appraisal of the availability, completeness and quality of these data is included in the methodology
(Chapter 2).

In four cases ROI calculations have been estimated i Enterprises A, B, E and F. The study has
uncovered a suite of recurring themes which affirm and add to earlier research and evaluations in this
field. These results also offer new insights into the ways in which employers conceive of and utilise
such training at enterprise level. More often it is used to facilitate wider organisation change or the
introduction of parallel programs rather than as a discrete program.

Despite the difficulties in quantifying the change, the resulting case studies offer many and varied
illustrative examples of the ways in which such training positively impacts upon enterprises.
Interviewees at various levels of these organisations attest to the value added by workplace LLN
training to the overall operations of their business, particularly in terms of the productive capacity,
professional advancement and interpersonal skills of their workforce.

To put the case studies in context, Table 5.1 summarises each program in terms of their key themes,
location, industry sector and participation. Most participating enterprises were small-medium enterprises
and were based in Victoria, New South Australia, South Australia or Tasmania.
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Table 5.1  Profile of participating enterprises and programs
= (]
S 8 ® Data completeness / quality T
© o 4 @ , pleteness | quality Training impact
s n a2 S | evidence of financial impact
2 > 2 g
[} = o =
o) 2 2 T S
c 9 = < G
W | Theme 2 = W o
A fiSuppoeani ng L NSW | Manufacturing | Small 30 | Data-driven culture uses multiple 132% return from dual-program
manufacturing and enhancing indicators to monitor change.
worker engagemen
B fimproving documentationto | SA Aged Care Small 27 | Monetised changes in supervisor time 117.5% - savings through reduced
enhance organisational across all data collection points documentation errors
cultured
C AfReducing supe|Vic Manufacturing | Small 5 | Very small scale program i individual Anecdotal but management still very
and i mproving fistoriesd not aggr el positvere overall impact
D fiSupporting wo|NSW | Buildingand Large ~350 | Large, complex and multi-faceted Difficult to quantify across entire
engagement and worker construction program made data collection difficult program i sub-program identified
advancement o $192,600 in savings
E ASupporting nej|Tas Utilities Medium 130 | ROI calculated based on unit 102% at one site based on efficiency
and improve workforce improvements in service orders improvements
efficiencyo
F AiSupporting wo|SA Manufacturing | Medium 15 | Multi-layered program produced 163% return from error reduction and
and safety tra measurable sub-set of data saved supervision time
G AReducing t ur | Vic Aged Care Medium 60 | Systems and data capture not ideal for Anecdotal and important part of
improving employee this purpose orientation 7 improving
engagement 0 documentation and maximising call
on government funding
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5.1. Enterprise A-A Supporting Lean manuf actourrkienrg eamgda geennmeamtc

Location: New South Wales, Western, non-metropolitan
Industry sector: Manufacturing
Description of employer and its workforce:

For more than 20 years, Enterprise A has been growing, packing, marketing and distributing products to
supermarkets, food processors and independent grocers in Australian and overseas.

Description of program:

The workplace literacy training program operated from March 2013 - March 2014. It was implemented

to support other training associated with the Lean Manufacturing approach as well as other systems

and process roll-outs including a waste reduction program. The employer sees the WELL training and

vocational training offered on site as being linkedi iwe needed bothodo to get the
needed. Employees were released for training during the day for a two hour period on a bi-weekly

basis. The other week they attended the Lean Manufacturing program. The employees were organised

into three groups for the training.

There were 31 participants at the main New South Wales (NSW) site. Almost all participants are of
Cambodian nationality and there are significant English proficiency issues. The workforce is described
as being very loyal with most having been employed with the organisation for some years. Some WELL
participants are pre-literate and most of the others are considered to be at ACSF Level 1 or low 2. The
target group for training is at the lowest pay rate working in menial job roles (e.g. packing, sorting). The
workers were perceived to not have the LLN skills or confidence to enrol in a vocational program (e.qg.
Certificate 1l in Food Processing).

Results:

There are both qualitative and quantitative benefits derived from participation in the WELL program.
The view of the employer is that the WELL program brought i h u g e b anddhatiitwod ker s now
under st and what. Thelpwgrameasaleveloped ithg workplace culture through building
worker confidence, positively impacting on worker psyche, improving basic skills and encouraging

communicati on with other wor ker s, managers and subordi
communicate with employees where | never could before
The program is consideredasfia way t o help them [the worker s] parti
teeamand advance, go t o @helobsepvaton from the/ flooy is that wabkers are more

likely to fAfask questions, give answers, inf.tiating t1!

The employer now finds that when something goes wrong, workers now come forward with solutions
where once they would have waited for the supervisor to fix it'®. They now also work together which is
necessary for a Lean Manufacturing model to succeed"’. Workers are now making better judgments
about whether to pack a product which has impacts on the quality of products and downstream impacts
on customer satisfaction, repeat business and so on.

The employer uses WELL to ii nt r oduc & a tsteppimgnstomegt@vards more learning and
openness to further education and training. In terms of the ACSF, these shifts can be applied to
measures such as the ability to: apply knowledge and share with others; and apply strategies for
managing own learning.

The ACSF results indicate a significant qualitative benefit for participating employees. All employees
participated in a pre and post assessment across all five core skills of the ACSF. There were 11
separate assessments across these core skills. The following examples illustrate one each of these
assessments for each core skill across the full group of participants.

Refer to Core Ski
Refer to Core Ski
to

I f o r - thiwshows a 6l€aopnogressian reantStagefl toiStage 8.r k 6
1
"Refer Connect an

S
s for Work: o6ldzentify and Solve probl el
d work with othersé Stage 1 to 2
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Figure 5.1  Enterprise A1 Learning Core Skill 1.017 4.01

Indicator Description: Active awareness of self as a learner, planning and management of learning

m Post Assessment 1 m Pre Assessment 1

NA

4.01

3.01

2.01

1.01

Source: Enterprise A WELL Program

This was the core skill area that produced the most change. These assessments indicate that prior to
training there were 20 assessments below level three but only 9 after the completion of the training.
Those at or above level three increased from 10 to 19 during this period.

Figure 5.2  Enterprise A1 Reading Core Skill 1.037 4.03

Indicator Description: Audience, purpose and decision-making

m Post Assessment 1 m Pre Assessment 1

NA

4.03

3.03

2.03

1.03

Source: Enterprise A WELL Program

For this assessment there were 22 participants below level three prior to training and only 12 after the
training. The number of participants at or above level 3 doubled from 8 to 16 during this period.
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Figure 5.3  Enterprise AT Writing Core Skill 1.057 4.05
Indicator Description: Audience, purpose andmedangg

m Post Assessment 1 m Pre Assessment 1

NA

4.05

3.05

2.05

1.05

Source: Enterprise A WELL Program

For this assessment there were 22 participants below level three prior to training and 15 after training.
Those participants with a level 3 or above assessment increased from 7 to 12.

Figure 5.4  Enterprise A1 Oral Communication Core Skill 1.07 i 4.07

Indcator Description: Speaking

Hm Post Assessment 1 m Pre Assessment 1

NA

4.07

3.07

2.07

1.07

Source: Enterprise A WELL Program

For this assessment there were 16 participants below level three prior to the training and this was
reduced to 12 after the training. Those above level three increased marginally from 13 to 15.
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Figure 5.5 Enterprise AT Numeracy Core Skill 1.097 4.09

Indicator Description: Identifying mathematical information and meaning in activities and texts

m Post Assessment 1 m Pre Assessment 1

NA

4.09

3.09

2.09

1.09

Source: Enterprise A WELL Program

This was the core skill area that demonstrated the least change. Prior to the training there were 17
participants below level three and 15 after the training. For those participants at level three or above
there was no change i both are 13.

In addition to consideration of the group results the following results were achieved by individuals in
total.

Figure 5.6  Enterprise A1 Total Number of ACSF Level Changes
30

27

25 -

20 -

15 -

10 -

...

LEARNING READING WRITING ORAL COMNUMERACWo Change NA

Source: Enterprise A WELL Program

These results indicate that the core skill of Learning produced the greatest number of individual
changes (27) and Numeracy produced the least (2). Overall five individual participants did not achieve a
level change in any core skill and four were not assessed after the training as their pre-assessment
results were pre-level one.

AUSTRALIAN INDUSTRY GROUP AUGUST 2015
24



Investing in Workforce Literacy Pays

Using a fimatched pl an teodan pomtpaaaatherlsite in Queensland whieh igomore s
technologically advanced and has lower cost base but currently less effective than the NSW site where

the WELL and vocational training program is operating. Enterprise statistics show that the NSW site is a

lower cost producer than 12 months ago, with no change in technology. Recent workers compensation

statistics show major improvement which reduces cost to the community as well as to the enterprise.

Workers now understand safety and the WH&S measuresworki inow t hey advise us of
fixthemi bef ore this did not happeno. The | evel of wWor Ke
Ohuge6 despite that factory being more technological
of reasons for these findings i as described in earlier chapters i but NSW is considered more cost-
effective even allowing for other factors fibecause 1t

Figure 5.7shows a scenario under which LLN training is or is not offered to a workforce in the
manufacturing sector based on the experiemwma®ds edff eEmt
which could logically produce significant benefits or costs to the enterprise.

Figure 5.7  Enterprise A1 Exemplar scenarios in the manufacturing sector

+$$$$ Increased sales
Reduced and
improved worker profitability
D +55% productivity ompensation
3 Reduced and reducec  Claims
7] wastage downtime
% +$$ Improved
gl Improved cor;rrunlcatlon
g' understanding an .
of instructions Understanding
+$ and process of OH&S policy
0 1 — T 7 3 7 1)
t* Training program t t t t t
Direct & Indirect costs
-$
Errorsmade
@) on el Increase
? line wastage
oor -$% Lower
= productivity Reduced client
=] and service satisfaction Less return
S _$3$ turnaround business Reduced sales
g' and
© profitability
-$$$$

At Enterprise A the WELL program was delivered concurrently with a Competitive Systems and
Practices qualification (lean manufacturing) to all of the employees by the same trainer and RTO. It is
accordingly very difficult to isolate the benefits of each training program separately. Nevertheless, the
General Manager at the enterprise indicated that the lean benefits flowing to the organisation could not
have occurred without the WELL program. On a previous occasion a lean manufacturing training
program was unsuccessfully attempted by itself.

Given this, to calculate quantitative measures, the program costs included the cost of the lean
manufacturing program. This was not a significant cost given the government rebate for this program.
Program benefits at this site were determined as savings to the enterprise. All of the program benefits
are company savings over a year. The company identified four main areas of savings.

1. Injury rates: prior to the implementation of training the injury rates were reflected in a
WorkCover premium of 5%. After the completion of the training this was reduced to 3.7% which
amounts to a saving of $1,300 per week to the organisation. The Lost Time through Injury (LTI)
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measure has been maintained at zero since the training was implemented mid-2013. The
WELL contribution to this outcome was increased proficiency by employees completing incident
reports and their increased confidence to communicate WHS issues in the workplace.

2. Energy Savings: the enterprise has instigated a number of energy saving strategies as a result
of the training, such as the installation of sensor lights to save power. Based on the initial
savings in recent months the projected annual savings will be $42,000. The WELL program
contributed to this by increasing the communication skills of the employees. It was only through
more effective oral and written communication that the employees were able to implement
these measures.

3. Labour Savings: employees participated in problem solving training. They identified that they
were losing production time when forklifts were not available to move raw materials. This was
impacting on Units per Hour (UPH) and it had the potential to cause late deliveries. There were
also labour wastes associated with waiting for product to be moved. Employees were able to
calculate downtime of 316 hours per year. To identify a savings amount this was multiplied by
the average hourly wage cost of the employees of $26 which in turn produces an annual saving
of $8,216. Employees identified the root cause of downtime was poor communication between
work groups. They then implemented a new system for communicating priorities between the
work areas. This saving could only be achieved as a result of the increased communication
skills between floor employees and the fork lift drivers.

4. Recycling Waste: reducing waste is a major focus of the enterprise given that it deals with
fresh produce. The lean manufacturing training program led to the establishment of a greater
range of recycling bins. The increased communication and reading skills delivered through the
WELL program enabled this process to be used efficiently. As a result the expense of waste
collection for the organisation has been reduced from $5,500 per month to $4,000 per month
with a projected annual savings of $18,000.

These calculations are summarised in the following table:

Table 5.2 Enterprise A1 Estimated Return on investment

Program Costs Amount
1 | Employer contribution to WELL Program $10,000
Staff Labour Costs for employer [staff paid to attend training] $73,000
2 | Lean Manufacturing Program [$85,000 - $64,800 Government Rebate] $20,200
Total $103,200
Program Benefits Amount
1. Injury Rates [WorkCover premium reduced from 5% to 3.7% saving $67,860
$1,300 per week]
2. Energy Savings $42,000
3. Labour Saving [more efficient practices saved 319 hours pa @ cost $8,216
of $26 per hour per employee]
4. Recycling Waste [less waste saving of $1,500 per month] $18,000
Total $136,076
Return on Investment
Program Benefits/Program Costs x 100
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$136,077/$103,200 x 100
131.8%

Source: Enterprise A WELL Program

The ROI of 131.8% is understated given that it excludes the flow-on effects to production of efficiency
gains which are substantial but not reported due to commercial sensitivities.

The results of training within this enterprise are uniformly positive. The site manger believes that: fi i f I
di dndt havmogtarh,e tWklrLe woul d be zero oppoiheemployey t o r e
believes that without WELL as part of that approach:

AWe coul dndt have any productivity g-aMElawli t hjout th
employability skills all ¢ 0 m&enéral Mamagért , butf not

Combining WELL with a Lean Manufacturing model was seen as an opportunity to improve the cost
base and improve productivity. The perspective of this employer is that Lean saves money but workers
need language to understand the concepts of the Lean approach. Productivity improves because staff
areengaged. The observations are that #Athey t ht®nk about

Overall:

The employer recognises that it is very difficult to quote a dollar value and that outcomes are generally
more qualitative. They say that it can be difficult to convince directors that training reduces costs by a
specific amount.

il 6ve got to justify investments in plroduct

The training is also valued as the efficiency dividends wherever possible are reinvested to drive further
growth and profitability. Twelve years ago the company had one site, now it has six sites in three states.

The employer sees a need to position WELL, and programs | i ke it , as fa way to s
about a direct cost s avi ngnpaortantTtd focuseom préas ¢f businebseahdi e v e s i
design the training around that need 7 in this case the support of a labour productivity program. The

empl oyer believes that there is a fAmultiplier effect
WELL to LEAN].

Among the many mediating factors described in earlier chapters is the quality of training and the trainer
involved. This enterprise found that f#Athe trainer is
matrices can benefsihti nmanlaiggehme nan tga piis 0. The product
knowledge and skills for each staff member.

At will i mprove productivity [but] itdés d |l ongel

productivity increases GeeealManager st aff are en|jgagedo
®Refer to Core Skills for Work - thi&/egiskers as shifhfrom $tdgeldo aspecsht s and
of Stage 3.
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5.2. EnterpriseB-Al mprovi ng documentation to enhance
Location: South Australia, north-metropolitan suburbs

Industry sector: Health and Community Services - Residential Aged Care

Description of employer and its workforce:

This organisation provides a mix of high-care and low-care services, a dementia unit and a series of
independent living units catering to around 63 residents. The site is part of a nationwide chain of aged
care facilities.

Description of program:

The training program operated from January 2013 - January 2014. It was delivered over 238 program
hours to 40 employees. The program has been well-received and supported by management.

The focus of the program was to have coverage of supervision and responsibilities; standards of service
delivery; workplace culture; open communication; and worker performance.

Results:

There have been both qualitative and quantitative results from the WELL program. In terms of
immediate benefits for the employees the Australian Core Skills Framework (ACSF) results indicate
areas of improvement. All employees were assessed before and after the training across the four main
skills of learning, reading, writing and oral communication.

Figure 5.8  Enterprise B i Learning Core Skills

Indicator Description: Active awareness of self as a learner, planning and management of learning

m Post Assessment 1 m Pre Assessment 1

4.01

3.01

2.01

1.01

Source: Enterprise B WELL Program

The key improvement is the significant movement of 17 individual performances from level 2 to level
three and a slight expansion at level four. Prior to the training there were 22 assessments below level
three and after the training there were only two. This means that 38 out of the group of 40 are now at
ACSF level three and above.

Figure 5.9  Enterprise Bi Reading Core Skill

Indicator Description: Audience, purpose and decision-making
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m Post Assessment 1 m Pre Assessment 1

NA

4.03

3.03

Source: Enterprise B WELL Program

Prior to the WELL training there were 10 participants below level three and this was reduced to only two
after training. Once again there was significant movement in assessments from level two to level three.
The group was relatively strong in reading prior to the training with 26 at level three. After training 38 out
of the group of 40 were assessed at ACSF level three or above.

Figure 5.10 Enterprise B 1 Writing Core SKill

Indicator
Description:

Audience, m Post Assessment 1 m Pre Assessment 1
purpose and

meaningnaking
NA

4.05

3.05

2.05

1.05

Source: Enterprise B WELL Program

The improvement in the writing core skill was less dramatic than other areas. Prior to the training there
were 27 assessments below level three which was reduced to 14 after the training. In total, 26 out of the
group of 40 have been assessed at ACSF level three and above.
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Figure 5.11 Enterprise B'i Oral Communication Core Skill

Indicator Description: Speaking

m Post Assessment 1 m Pre Assessment 1

NA 8
4.07 " 5
3.07 ” 3l
2.07 3 "
1.07 1

Source: Enterprise B WELL Program

In relation to the final core skill there were 12 assessments below level three prior to the
commencement of the training. This was reduced to four following the training There was a relatively
strong performance of 24 at level three prior to the training. Overall some 36 out of the group of 40 have
been assessed at level three and above.

Since the WELL training programc ar er s 6 data entry speed and accuracy
information as validated by the Clinical Nurse Consultant (CNC). Aged Care Funding Instrument (ACFI)
documentation has improved in terms of accuracy - this is vitally important as it is linked to funding and

service provision.

Since the training commenced, carers more regularly access and read progress notes. They have a
better understanding of what is required for reporting purposes. Their notes show improved accuracy
and brevity. Carers are showing a greater understanding of cultural diversity and there is an observed
reduction in anxiety between staff. There have been no cultural based incidents since the training. The
team work between staff has improved as they have been supportive of one another in terms of
learning about progress notes.

The CNC observed on many occasions while on duty that the staff's teamwork has improved, with
communication between staff being less tense with the better understanding of cultural differences.

AWith good communication and teamwork this benefits
with the best possible care being pro v i d-€léhigal Nurse Consultant

As a result of training, the Supervisors gave their full support to assisting the carers if required with
progress notes.

WHS is not the primary focus of this WELL training program, but improvement in core skills has resulted
in overall improvement of WHS reporting and documentation. There is evidence for this in observations
of more accurate reading and reporting of information relating to the health of the residents and
reporting of what is observed by carers. Overall, with improved team work, more efficient reading of the
progress notes (staff understand what may/or may not be required for the resident care needs when
reading the progress notes), the staff have become more resident-focused rather than task focused,
which improves the safety of both staff and residents-it hey are no | onger working -

Senior staff members have noticed greater accuracy and hence less of their time is required to correct
omissions and mistakes. Carers better understand the importance of reading progress notes when
coming on duty and following any directions within them as demonstrated by their increased compliance
in reading the notes prior to shift. The carers see the importance and value of reading and writing
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accurately in order to provide high quality care. There has been a reduction in the number of
grammatical errors that are in each progress note written by the carers. This is because they have
learnt how to reduce sentence complexity to be more grammatically accurate. The carers also are
being more supportive of one another in how to write the notes. Management has noticed greater
accuracy and hence less of their time is being used to correct omissions and mistakes.

Figure 5.12 shows a scenario under which LLN training is or is not offered to a workforce in the aged
and residential sector based on the experiences of Enterprise B. The link between accuracy of

documentation and the introductioonofefiheat tihnlt ¢ emsa

to call on Aged Care Funding Instrument (ACFI) funds i a vitally important source of funding. The
corresponding decision to not offer training, when taken to an extreme, could result in dire
circumstances for a service provider in this sector if there are widespread issues with language, literacy
(including health literacy) and numeracy.

Figure 5.12 Enterprise B i Exemplar scenarios in the aged care sector

+$$$$ ;nc:jgased QCFI
. L unding an
G CNIBLIE o fitability
e higher level
taff to d
+53$ productivity rsnireo ©
Reduced higher level

checking time  gtaff productivity work
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documentation information
errors - .
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=] and correct of medication| Serious errors
5 $$$ e errors leading to Sanctions
s lient incidentd - ’
= client incidents f|nes and
@ penalties
-$55% Closure?
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or descriptive language by carers which does not assist the nurses with their role. The documentation of
irrelevant language and information can add little value but add considerable labour costs. The training
has also assisted carers to understand their role within a wider organisational process which can enable

more efficient use of time and reduced need for supervision-60t hey understand why t 6s
they need to do as a resulto.

I n terms of awareness of | ob r atgipants havestatdd an ircmeatedwor kK p
understanding of document ati on requirements t o me et

documented errors has reduced significantly. Staff identified that they feel more confident in completing
the Progress Notes documentation, but this will be followed up with additional training. The small
groups indicated that they felt more confident about the writing requirements and demonstrated the
ability to support and mentor other members of the team who were not as confident or skilled.

Table 5.3 shows the results from improvement in supervision labour costs. These changes come as a
result of improved documentation skills among carers which result in fewer hours among higher level

AUSTRALIAN INDUSTRY GROUP AUGUST 2015
31



Investing in Workforce Literacy Pays

nursing staff to correct and rework. Management initially took 20 mins to read and correct the notes of 6
carers and after training the time spent was 5 minutes. Prior to training, the average time taken was 5
minutes by the carers compared to 2 minutes for each carer after training. This is a substantial time
saving when multiplied by the number of carers (currently around 30). The resulting ROI from these
micro time changes, converted to hours and monetised with staff wages, is 117.5 percent.

Foll owing the training aomprogiedsonotesne CNGfounhdadheré has lzeendch
reduction in corrections required by management, which equates to a saving of 30 minutes each day of
the management team's time. One of the interesting changes in Core Skills was the difference in
attention paid to spelling. When the program commenced many of the participants used the excuse |
am a poor speller and that is why there are mistakes.

At the end of the WELL training in writing and spelling program the participants were checking their own
spelling and some had started to make lists of key words that they would use often. The positive was
that they were now more supportive of each other and were willing to check if they did not know rather
than leave mistakes. The oral communication skills of the participants also showed improvement as

readi

they more clearly explained fAwhat happenedd conveyi ng
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Table 5.3 Enterprise B Employer Benefit: labour cost savings post-training
Before Directly 6 months Change Change
Labour cost savings benefit (or near) afte_:r afte_r directly 6 months
start of training training after after
training finishes finishes
Hours supervisors work with
trainees
A Number of supervisors 1 1 1
B Hours per group 9.3 2.8 2.8 6.5 6.5
C Supervisor wages $50.60 $50.60 $50.60
AxBxC=D Labour costs (supervisor) $471 $142 $142 $329 $329
E Number of groups 4 4 4
DXE Labour costs (supervisor) x $1,882 $567 $567 $1,316 $1,316
groups
WELL trainees complete key tasks
I Hours to complete 17.5 10.5 7 7 10.5
documentation
J Trainee wages $33.10 $33.10 $33.10
IxJ=K Costs $579 $348 $232 $232 $348
L Number of trainees 30 30 30
KxL Labour costs (worker) x # $15,640 $9,384 $6,256 $6,256  $10,440
trainees
M Annual cost savings $7,572  $11,756
Employer Costs
Project costs $
Total Project costs $35,576
Commonwealth funding under the WELL program $27,676
Employer contribution $7,900
Additional costs to employer, including in-kind, for WELL program
Cost of additional staff to support training (e.g. Operations manager) $1000
Expenditure on training materials (e.g. computers, printing) $80
Expenditure on program development/customisation $1000
Other, please identify: Photocopying $25
N Total employer contribution $10,005
| M/N (%) | Annualised Return on Investment (ROI %) 117.5%
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5.3. EnterpriseC-if Reducing supervision time and improving
Location: Victoria, outer metropolitan Melbourne

Industry sector: Manufacturing, industrial detergents

Description of employer and its workforce:

This enterprise manufactures and supplies industrial detergents. In 2007 the enterprise became part of
a larger US company with a workforce in excess of 60,000. A range of industries are served including
mining, food processing, engineering, hospitality, health care, transport maintenance, materials
processing, manufacturing and commercial laundering.

Description of program:

One of the smallest WELL projects in Australia at the time, this training program was delivered to just 5
participants. Most have had a limited formal education and are of non-English speaking background
with first languages including Spanish, Indonesian and ltalian. There had previously been problems
observed on the floor where workers had trouble understanding each other when speaking in English
due to vocabulary and pronunciation difficulties.

LLN issues impact throughout the plant affecting employees across a range of job roles including
supervisors, technical staff and production personnel. Oral communication issues include
communication breakdowns with colleagues due to limited English language skills. Evidence from the
workplace indicates that the target group requires the development of language, literacy and numeracy
skills associated with: effective communication within teams and between departments; effective
communication with external customers; LLN skills development so that information is understood and
accurate records are kept.

The employer's goals are to improve the company and technical language use of employees so that
communication is more effective so as to avoid misunderstandings which may lead to mistakes in the
production area. Improvement of written conventions and communications (emails, job sheets,
worksheets, toolbox) were required so that incomplete and unclear information is reduced.

The training was conducted in line with internal training undertaken by the company in new and

i mproved processes. Training sessions focused on eac
these as a medium for development of communication skills such as speaking (explaining the

processes), writing (instructions, emails, toolbox) and using computers, thereby improving IT skills (also

required by the company) at the same time.

The Human Resources Manager responsible for managing the training programa d mi t s she 6di dn'
know about WELL wuntil she [the tr ai pragectd offéren withtheme 6. Th
same trainer for bot h. The first was considered a
management. Management saw results and could see it needed to continue. The Operations Manager
observed that dAafter the first, pejeafocpusedon relevantitldd t o d
and the second was conducted on the floor with a focus on computer skills, job cards and participation

in 60Tool boxd meetings.

LLN skills are assessed by the trainer against the ACSF. However, the Human Resources Manager
sees these scores as -[thereareyalspirdivilual,csdcialtaideo npmuwntiutrye i mpact
which should be considered alongside the economic impacts.

There have been issues with low self-esteem and self-confidence in the past. There was some
resistance from the Operations Manager in that they were reluctant to conduct a second program i w e
candt idwe tchamsdét take peweldowonff haheefeéowough staffo.

manager is now fine with WELL and sees it as useful

camaraderieo and am Wwamnehgy somstshuenefdl ¢ @r have the dow
productivity. The Human Resources Manager believes

working bettero. One participant is considered a 6¢
understanding weights and measuresi i Why do we f i || a bottle to here?b6
participant Okeeps asking, [and] wanting to | earn mo
ti meo.

In terms of training volume, the trainer met with the group every fortnight for a whole day. The trainer
spent time with each individual followed by a group session. A particular task involved the participants
learning how to take a photo of a machine and write instructions in steps. The participants then
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| aminated these and put
they couldn't or woul dn'

hem up on site. The Human R

t
t have been able to do thisb©é.
Results:

The results from this project are largely qualitative benefits for the participating employees and
subsequently for the enterprise. The Human Resources Manager can point to day-to-day examples of

progress by all participants. This leads her to think that the programi s &ér eal |l y good and po\

60l know itds wor kinmgeg! !bud. Thereey ]arcea nddd s tmesaswir g it a

factors. I nstead, itds easier toomweipdrety talhh @t difoti megy t
Human Resources Manager

The Supervisor on the floor mdw dawse fdtohevoplryde rBwns
there with a stop watcho to monitor changes in pro
initiative, taking on greater autonomy so there is an assumed cost saving.

Alt was about gettieng themptodwot kv OpegoidsManagerws, fr om

It has been more difficult to determine any measurable quantitative benefits for the enterprise. The
Supervisor does not have to keep checking on the workers and reports a big time saving but cannot
guantify the amount with any precision. Working in industrial detergents, accurate weights and
measures are critical - some workers used to underfill/overfill and made errors. The floor supervisor
used to have to make sure they selected the right ingredients and put the right amounts in every time.

The Core Skills for Work (CSfW)*°t o o | can offer further insights into
five core skills of learning, reading, writing, oral communication and numeracy. When matching the skill
gains against the levels of the CSfW framework, the participants in Enterprise C are now:

1 trying to learn more (CSFW 1a) ;
1 seeking advice from others i a technical manager is an ex-maths teacher who is assisting
participants with questions they have ( CSFW 2b);

1 covering for each other - not just for WELL time (CSFW2b and 3a) ;

1 doing homework in lunch breaks ( CSFW 1a) ;

9 talking, socialising and building relationships more since breaking down of some language
barriers - they now talk about the weekend, footy (CSFW 2b, 2c) ; and

1 not waiting to be told what to do but now taking initiative e.g. when working with the blender

they used to delay preparation until next lot, but now they get the ingredients ready and select
the correct ingredients and amounts (CSFW 1b, 3c).

Whilst the training has supported employees in moving to more varied workloads and therefore
increased skills, the company is small and opportunities for advancement are limited.

Computer and associated literacy skills development has resulted in employees being able to use
updated computer programs in their work, e.g. 2 employees can confidently use the computerised
customer job order system and others access the company's internal sharespace for MSDS
documentation. Writing skills have developed; employees have documented their own work
instructions. There are increased reading skills, particularly in the context of the MSDS safety
information. Employees have developed a greater understanding of their roles and are taking on
broader multi-task work. Anecdotally, morale and attitude has improved with increased confidence and
employees are receptive to more learning.

Figure 5.13 shows a scenario under which LLN training is or is not offered to a workforce in the
manufacturing sector based on the experiences of Enterprise C. The link between the more intangible

measures of é&iompgriadweed edel f6i mproved capacity to take
understanding of instructionsd feature hi @igésyto i n t hi
wor kplace culture which reduced issues of OHlens i t at i o

and exchange of ideas and communication and workers. These more intangible benefits have logical
downstream benefits in terms of improved productivity of more senior members and staff (and their
time) and the resulting impact on sales and productivity.

19 https://www.education.gov.au/coreskillswork-developmentaiframework
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Figure 5.13 Enterprise Ci Exemplar scenarios in the manufacturing sector

+3$$$$ Improved sales
Reduced andft il
profitability
- Better OH&S eors
& +$$$ communicatiol @nd incidents
@ |mprOVed self among staff
@ confidence in
% 155 Improved USE  measuring
o, Improvement of o7 Instructiony_units an'd
= written emails, calculations
& conventions via ~ toolbox '
contextualised
+
$ delivery
0 1 . T 7 3 T 5
t” Training program t t t t t
Direct & Indirect costs
-$
Misreading of
instructions .
9 Increased risk
(%] o .
ar -$$ of error Miscalculation
o .
= error Production
gl delays Reduced client
S 333 satisfaction | Reduced sales
2 and_ return and
< business profitability
-$$$$
The Human Resources Manager sees management commitment as a key ingredient for success.
WELL, and programs | i ke it , need to be seen as part of broa
bullet in its own righto. The trainer was vVviewed as

her ed who h a sappbruwith the tr@ining graumlon an individual and group level.

This enterprise recognises that gains are made over time and the way the second program built on the
first. This édmeant we now havmgranywsatse nesa sii reThe tHaee er usndd .t
relationship and implicit understandings with the trainer meant that even more gains could occur.

Participants were able to develop operating instructions for various machines as a result of the
WELL training. An illustration of this is shown below (Figure 5.14). The Human Resources
Manager has indicated that this would not have been possible without the WELL training.
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Figure 5.14 EnterpriseCi Oper ating instructions for #fALitre Label
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